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COORDINATED  SERVICES 
WHAT  IS  IT? 


Many  issues  which  individual  EOHS  agency  administrators 
and  direct  care  staff  face  require  the  cooperation  of  other 
agencies  to  get  the  job  done.  Our  clients  and  their  families 
often  don't  fit  neatly  into  bureaucratic  boxes  and  require 
services  from  more  than  one  agency.  The  purpose  of  this 
coordinated  services  initiative  is  to  create  a  system  to 
stimulate  more  unified  and  cooperative  approaches  among  EOHS 
agencies  in  designing  and  delivering  efficient  and  effective 
services  to  our  clients. 


To  promote  improved  coordination  in  human  services,  the 
Secretary  and  all  Agency  Commissioners  and  Directors  are  sup- 
porting a  plan  for  Human  Services  Regional  Directors  to  meet 
together  at  the  regional  level  and  for  Human  Services  Area 
Administrators  to  meet  together  at  the  area  level.  OFC  will 
normally  convene  the  regional  meetings,  but  the  agendas  will 
now  go  beyond  children's  concerns  to  cover  the  full  gamut  of 
human  services  issues.  The  Regional  Directors  will  select 
at  least  two  pilot  areas  and  a  lead  convening  agency  in  each 
one  to  bring  people  together  at  the  area  level. 


We  expect  ewery   Area  Administrators'  committee  to  iden- 
tify a  few  issues  to  work  on. 

o  First,  Information  Sharing:  There  may  simply  be  a  need  to 
tell  each  other  about  the  services  which  each  agency  delivers 
This  could  lead  to  the  development  of  orientation  and 
training  sessions  for  agency  direct  care  staff. 


Second,  Unique  Local  Issues:  The  Area  Administrators  can 

identify  particular  problems  and  concerns  unique  to  the 

local  area  which  the  committee  as  a  whole  can  work  to  resolve, 
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Third,  Priority  Program  Implementation:   We  will  expect 
each  regional  and  area  committee  to  set  aside  time  at 
initial  meetings  to  review  how  we  are  implementing  key 
administration  priorities.  If  all  is  going  well,  there 
may  be  nothing  more  required;  but  if  program  implemen- 
tation problems  need  to  be  addressed,  the  group  will 
organize  itself  to  do  so.  These  priorities  include: 


*  Homeless  programs  and  policies,  for 
--  homeless  families 

--  mentally  ill  persons 
--  substance  abusers 

*  Children's  services,  including 

--  coordinating  programs  for  troubled  youth  and 
adolescents 

--  improving  child  health  through  expanding 
participation  in  Project  Good  Health  and 
WIC,  reducing  infant  mortality,  and 
targeting  teenage  pregnancy  programs 

--  placing  children  out  of  DMH  adult  wards 

--  developing  solutions  to  the  patterns  of 
problems  revealed  through  a  review  of 
difficult  individual  cases  referred  to  the  OFC 
Interdepartmental  Teams 

*  Employment  and  Training  for  welfare  recipients  and 
expanding  this  approach  to  other  human  service 
clients,  such  as  the  mentally  ill  or  retarded,  the 
disabled,  and  former  juvenile  and  adult  offenders 

*  Turning  22  (Chapter  688)  implementation 


Purchase  of  Service  management  reforms,  such  as 
sharing  information  on  vendor  performance,  finan- 
cial pre-qualif ication  requirements,  salary 
upgrading,  and  so  forth 
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Fourth,  Coordinated  Planning:  Over  the  long  term, 
we  expect  agencies  to  begin  to  develop  a  more 
comprehensive  human  services  planning  and  operations 
system.  This  would  include  sharing  with  each  other 
proposed  RFPs  before  they  are  issued  and  area  budget 
proposals  before  they  are  submitted. 


Our  immediate  and  continuing  goal  will  be  to  implement 
human  services  programs  better  with  the  resources  we  already 
have.  We  don't  want  simply  to  develop  new  wish  lists  or 
budget  proposals.  On  the  other  hand,  interagency  coor- 
dination may  identify  key  program  gaps  which  the  Commonwealth 
will  need  to  address,  or  new  approaches  to  old  problems  which 
require  changed  regulations  or  statutes. 


WHO  PARTICIPATES? 


EOHS  agencies  are  the  core.  All  top  field  administra- 
tors will  participate  in  the  area  and  regional  committees. 


We  expect  the  Regional  Directors  from  DSS,  DMH,  DPH, 
DPW,  DYS,  OFC,  MRC,  MCB,  and  Parole  to  participate  con- 
sistently at  the  regional  level.  All  of  these  agencies  will 
also  be  represented  by  their  top  field  administrators  at  the 
area  level,  except  MCB  and  Parole  which  would  be  on  call  as 
needed.  Some  agencies  (DMH,  DSS,  MRC)  have  area  directors 
who  will  attend.  Others,  like  DYS,  which  do  not  have  an  area 
structure,  will  send  regional  directors  or  senior  regional 
staff  supervisors.  DPH  will  be  represented  by  its  district 
health  officers.  DPW  will  send  area  (welfare  office)  direc- 
tors. If  the  area  committee  needs  the  involvement  of  spe- 
cialized program  staff  from  a  particular  agency  (such  as  the 
administrators  who  control  alcohol  programs  in  DPH,  or 
Project  Good  Health  in  DPW),  the  permanent  agency  represen- 
tative will  arrange  it.  EOHS  will  assign  field  liaison  staff 
to  represent  the  Secretariat  at  the  Regional  Directors'  and 
Area  Administrators'  meetings. 
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We  will  want  to  involve  some  other,  non-EOHS  agencies: 


o  Special  Education  tops  the  list.  The  need  for  human 
services  agencies  to  coordinate  with  education  and 
special  education  is  often  critically  important  to 
our  success  in  working  with  children  and  families. 
Given  the  division  of  responsibility  between  the 
state  and  local  education  authorities,  there  is 
no  clear  answer  to  the  question  of  who  should 
represent  education  in  our  area  and  regional 
committees.  The  Commonwealth's  Commissioner  of 
Education  has  agreed  to  designate  senior  regional 
officials  to  represent  the  Department  of  Education 
at  regional  committee  meetings  as  necessary. 
These  regional  DOE  representatives  will  designate 
area  representatives  as  needed. 

Some  areas  may  want  to  involve  additional  agencies  on  an 
ad  hoc  basis: 

o  other  state  Secretariats,  including  Elder 
Affairs,  Community  Development,  Economic 
Affairs,  or  divisions  like  Employment 
Security. 

o  local  school  systems;  housing  authorities; 
or  hospitals. 

o  local  governments,  especially  where  county 
or  town  human  service  coordinators  are  active 


Periodically,  it  will  be  important  for  Area  Administrators 
to  hear  from  others.  Examples  would  be  local  elected 
officials,  including  state  representatives  and  senators,  as 
well  as  town  and  county  officials,  the  chairs  of  the  various 
human  service  agencies'  citizen  advisory  committees,  the 
United  Way,  local  human  service  providers,  and  so  forth.  The 
group  might  set  aside  a  half-hour  periodically  or  at  each 
meeting  to  hear  from  such  non-EOHS  participants. 
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AREA  SELECTION 

All  regions  will  continue  to  strengthen  and  expand  their 
Regional  Human  Service  Directors'  meetings.  Each  regional 
committee  will  select  a  minimum  of  two  areas  where  we  will 
develop  Area  Human  Service  Administrators'  meetings. 

In  many  areas,  interagency  groups  already  exist.  We 
want  to  support  and  build  on  these  precedents.  But  we  want 
Area  Administrators'  committees  to  be  composed  of  senior  field 
officials  --  Area  Directors  or  their  counterparts.  We  expect 
Area  Administrators  to  deal  with  policies  and  programs,  not 
individual  cases  or  complaints. 


ROLE  OF  CONVENOR  AGENCY,  AGENDA,  MINUTES 

Regional  Directors  will  select  or  confirm  an  agency 
whose  top  field  administrator  will  be  the  convenor  for  the 
area  committee  meetings.  The  convenors  will  convene  --  that 
is,  they  will  facilitate  initial  meetings,  work  with  others 
to  schedule  monthly  sessions,  inform  others  in  writing  and  on 
the  phone  of  each  coming  meeting,  and  solicit/develop  agendas 
The  convenors  need  to  insure  that  all  appropriate  agency 
administrators  are  notified  and  attend  meetings,  and  that 
agency  heads  and  EOHS  are  informed  of  absences.  Minutes  of 
meetings  could  be  prepared  by  the  convening  agency;  in  some 
areas  the  writing  of  minutes  is  rotated  among  the  members. 
(These  reports  are  not  a  paper  exercise.  Minutes  should  be 
brief.  They  need  to  communicate  concerns,  decisions,  follow- 
up  responsibilities,  and  timetables  --  to  each  other  and  to 
regional  and  central  offices.) 


EOHS  EXPECTATIONS/STAGES  OF  DEVELOPMENT 

Area  Administrators  have  already  been  meeting  in  a 
number  of  areas.  But  many  area  committees  will  be  new. 
Regional  Directors  have  a  longer  history,  but  they  will 
develop  new  responsibilities. 

Over  the  next  months,  we  expect  area  and  regional  com- 
mittees to  1)  share  information  2)  identify  local  coor- 
dination problems  to  work  on  3)  review  the  implementation 
of  administration  priorities  and  select  one  or  more  programs 
as  a  focus  for  improvement,  and  4)  share  RFPs  and  budget 
proposals. 
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Part  of  the  benefit  of  people  getting  together  in  the 
same  geographic  community  is  that  they  can  share  their  mutual 
responsibilities  and  approaches.  And  where  this  has  not 
already  occurred,  we  expect  agency  representatives  to  tell 
others  what  they  do  and  don't  do. 

We  expect  them  to  identify  and  discuss  unique  local 
problems.  For  example,  this  may  mean  transportation  in 
rural  areas,  or  children  off  state  hospital  adult  wards  in 
other  areas. 

We  expect  each  committee  to  review  the  implementation  of 
key  administration  priorities.  For  some  goals,  all  may  be 
well.  Other  program  objectives  may  require  the  attention  of 
the  Area  Administrators.  Are  we  as  state  agencies  doing  all 
we  can  do  for  the  homeless  in  our  area?  Are  we  getting 
Project  Good  Health  (PGH)  preventive  health  care  and  treat- 
ment to  our  young  people?  Are  human  service  clients 
receiving  the  necessary  training  and  support  to  hold  jobs  and 
become  more  self-sufficient  citizens?  Are  we  managing  the 
purchase  of  service  system  effectively? 


WHO  IS  RESPONSIBLE?  HOW  DO  COMMITTEES  ORGANIZE? 


The  convenor  can't  do  everything.  For  specific  concerns 
(such  as  improving  PGH  participation,  or  ET  training  for  minori- 
ties, or  Turning  22  implementation,  or  programs  for  adolescents), 
the  committee  could  designate  a  lead  agency  to  head  a  subcom- 
mittee. For  example,  MRC  might  take  the  lead  in  a  group  set 
up  to  improve  the  implementation  of  the  Turning  22  program; 
or  DMH  might  lead  in  getting  children  off  adult  wards;  or  DSS 
for  troubled  youth.  The  subcommittees  or  task  forces  would 
get  together  between  the  monthly  Area  Administrators' 
meetings  and  report  back  their  progress  or  problems.  For 
some  issues  it  might  be  more  appropriate  initially  to  invite 
presentations  by  other  coordinating  groups,  like  a  local 
Coalition  for  the  Homeless  or  Private  Industry  Council, 
before  deciding  what  role  the  EOHS  agency  committee  should 
play.  In  this  way,  the  Area  Administrators  working  together 
will  become  a  group  which  selects  priorities,  designates 
follow-up  responsibilities,  and  monitors  progress.  It  is  not 
a  team  of  direct  case  managers,  but  it  is  a  meeting  of  top 
field  administrators  that  coordinates  the  delivery  of  human 
services  as  a  committee  of  program  managers. 
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RELATION  OF  AREA  COMMITTEES  TO  REGIONAL  DIRECTORS  AND  EOHS 

Regional  Directors  will  oversee  the  development  of  area 
committees.  They  will  designate  pilot  areas  and  convening 
agency  officials. 

Area  Administrators  will  be  key  to  the  implementation  of 
this  coordinated  services  approach.  It  is  the  areas  which  must 
insure  coordinated  action  to  improve  services  to  clients  and 
communities.  We  expect  the  focus  of  activity  at  the  area 
level  to  be  on  issues  which  can  be  solved  better  through 
joint  action.  Areas  will  need  to  communicate  their 
activities  to  the  region,  and  others.  Regions  will  need  to 
monitor  area  participation,  priorities,  progress,  and  problems. 

There  will  be  a  central  Deputy  Commissioners  Group  which 
will  work  with  EOHS  to  oversee  the  operational  development 
of  the  entire  system,  and  the  Secretary  will  work  with  Com- 
missioners and  Agency  Directors  to  insure  coordinated  human 
services  policies. 

REPORTING 

None  of  us  needs  to  write  or  read  more  paper.  But  we  do 
need  to  know  what  is  happening.  Area  Administrators  will 
prepare  minutes  --  short  minutes  which  tell  others  about 
their  major  concerns,  decisions,  follow-up  responsibilities, 
and  timetables.  Regional  Directors  will  prepare  similar 
succinct  reports  on  their  activities. 

There  may  be  a  need  for  more  elaborate  reports  from  area 
or  regional  subcommittees  or  task  forces  dealing  with 
specific  issues. 


THE  SECRETARY  AND  COMMISSIONERS  —  MEETINGS  AND  CONFERENCES 

EOHS  Secretary  Philip  Johnston  is  strongly  committed  to 
promoting  coordinated  services.  He  will  be  attending  area 
and  regional  meetings,  and  so  will  individual  agency 
Commissioners. 

There  will  be  periodic  statewide  and  regional  conferences 
where  participants  in  the  area  and  regional  committees  can 
share  experiences  and  work  with  senior  administration  offi- 
cials to  improve  the  coordination  of  human  services  in  the 
Commonwealth. 


